The aim of the study is to explore what politicians, administrators and operative employees in a public sector organization expect from a new administrative reform (i.e. an attempt to implement the Balanced Scorecard). A case study approach was chosen and 13 actors were interviewed. The findings shows that the expectations on changes are highest among the politicians, moderate among the administrators and lowest among the operative employees. The differences can be explained by the way the reform is anticipated to favour or disfavour the actors, which in turn are influenced by the actors' past experiences. Another finding is that most of the expressed expectations concern expectations of the administrative reform, but some expectations also concern expectations on the reform.
Introduction
In this study, expectations from administrative reforms in the public sector are being explored. The focus is on an attempt to reform management accounting and control in a political council and administrative agency in a Swedish municipality. The reform was carried out during a time when the administrative agency had a large budget deficit and it was therefore reasonable to assume that the expectations were that the reform could solve this problem. However, as we will see, this was not what was expected from the reform.
The reform concerned the implementation of the Balanced Scorecard in the organization. The Balanced Scorecard was originally developed for private sector organizations, but as a result of the global phenomenon of New Public Management (NPM), the model has become popular also in the public sector (Lapsley & Wright, 2004; Modell, 2004; Storey, 2002) . Albeit difficult to define, NPM is a loose collection of ideals, ideas, and practices, primarily derived from the private sector that travels between countries (c.f. Christensen & Laegreid, 1999; Hood, 1995) . NPM contains many "new" techniques that consultants have taken the opportunity to commercialize. As a hegemonic discourse (Salskov-Iversen et al, 2000, p. 184) , NPM creates expectations of a more efficient, effective and accountable public sector (Brunsson & Olsen, 1993; Sahlin-Andersson, 2002) . That many administrative reforms have a strong tendency to fail (Brunsson & Olsen, 1993) does not seem to stop reformers from continuing to initiate and carry out NPM reforms in hope for improvements of the public sector.
Administrative reforms are commonly described as solutions to problems or as means to change unsatisfying situations and arguments based on these conceptions are often used when new reforms are introduced (Brunsson & Olsen, 1993; Christensen & Laegreid, 1999, p. 171) . However, this rational and instrumental view has been questioned and challenged by a neoinstitutional school of thoughts according to which reforms are also viewed as responses to external pressure (DiMaggio & Powell, 1983; Meyer & Rowan, 1977) . Public organizations are expected to respond to different and sometimes contradictory demands from the environment (Meyer and Rowan, 1977) and a way to handle this complexity is to reform some aspects of organizations and make this visible to external observers (Forsell, 2002, p. 265) . The effects in terms of actual changes will be limited, but the reforms can work well as façades towards the environment. Many reforms are also results of processes of mimetic isomorphism (DiMaggio & Powel) or fashion (Abrahamson, 1991; where attractive or desirable elements from role model organizations are imitated. Furthermore, new solutions are often more attractive than present practice (Forsell, 2002, p. 264) and reforms tend reproduce further reforms and becomes, by that, routines rather than actual breaks in organizational life (Brunsson, 1989a) . Therefore, from a neo-institutional perspective, reforms are not only attempts to change or to improve; they are also expressions of hopes for more rationalistic, idealistic and "truer" public organizations (Brunsson, 2006a; 2006b p. 42f) .
Inspired by the neo-institutional view of reforms, this study seek to gain understanding of which expectations the administrative reform have created in the political council and administrative agency. Expectations have been studied earlier, but as far as it is possible to determine, no prior research has been conducted that explicitly and empirically investigates expectations from neither administrative reforms nor the Balanced Scorecard in public sector organizations. Further, earlier research on introductions of NPM inspired administrative reforms in public sector organization (e.g. Doolin, 2004) and implementations of the Balanced Scorecard in organizations (Kasurinen, 2002) have shown that various constituencies perceive and enact the reforms differently. Therefore, the expectations will be explored from the perspectives of politicians, administrators and employees at the operative level of the organization 2 . Base on the abovementioned, the aim of the study is to explore what politicians, administrators and operative employees in a public sector organization expect from a new administrative reform.
Conceptual background

Expectations
Expectations are thoughts, beliefs and anticipations about the future and they arise often under circumstances of uncertainty. Expectations can be conceptualized in many ways; for example as ideals, norms or predictions (Hubbert et al, 1995) , and can further be divided into hopes and fears. Hopes concerns expectations on a positive future or outcome, while fears represent the opposite. Human expectations are not always easy to understand; some expectations can be fully realistic, while others are more or less unrealistic. For example, individuals tend to expect more danger with flying than with driving, even if most of us are aware that it is statistically safer to travel by air than by cars (Sunder, 2002) . Expectations, albeit imaginations unrestricted by reality, can also affect future events as self-fulfilling prophesies.
As mentioned in the introduction of the paper, no prior study has been identified that explicitly and empirically investigates expectations from the Balanced Scorecard. However, research in an adjacent field (i.e. information systems) has shown that user expectations are critical to implementation success (Ginzberg, 1981) . More specifically, users' preimplementation expectations regarding the usefulness of systems strongly affect their subsequent beliefs about systems and also their use of the systems (Stone, 1995) . Users with high expectations tend to be more satisfied and perceive the systems as more useful, and as a consequence, use the systems in lager extent compared with actors with low expectations (Szanja and Scamell, 1993) . This implies that high user expectations are desirable but this is not always the case. Staples et al (2002) found that users with unrealistically high preimplementation expectations will experience lower levels of perceived benefits (i.e. postexperiences), compared with users with realistic expectations (i.e. expectations that match post-experiences). This is similar to Lyytinen's (1988) notion of "expectations failures", an important explanatory factor for implementations failures. Expectation failures occurs when there is a gap between stakeholders' expectations expressed in some ideal or standard and the actual performance of a system.
The Balanced Scorecard
The concept "Balanced Scorecard" is in this study used as a generic term for formal control models that has a specific set of design characteristics that distinguish them from other management accounting and control models 3 . Unique design characteristic for these models are that financial and non-financial objectives and measures are included into one single model with different perspectives 4 , while traditional accounting-based control models contain only financial measures and/or objectives (Dinesh & Palmer, 1998; Kaplan & Norton, 1992; Malmi, 2001) . Further, both objectives and measures are necessary design characteristics since models including measures without objectives are better described as information systems than as control models 5 (Malmi, 2001 ) and objectives without related measures are more synonymous with leadership (i.e. management by objectives) than with formal control models.
Literature that covers Balanced Scorecard are often characterised by rich and illustrative descriptions of how these models works, how they should be applied when they are put into practice and uncritical stories of successful adoptions in organizations. This is especially true for the literature that is primary directed to practitioners (e.g. Kaplan & Norton 1996; Olve et al, 1999) . However, regardless of the richness of details in this literature, the models are yet characterized by a certain degree of conceptually ambiguity that opens up for multiple 3 Other well-known models within this category are; 'the Performance Pyramid' (Lynch & Cross, 1991) , 'the Results-and Determinants framework ' (Fitztgerald et al, 1991) and 'Kanji's Business Scorecard' (Kanji & Moura e Sá, 2001) . 4 A perspective is a construct that contains objectives and measures that have similarities that differentiates them from other objectives and measures. Examples of perspectives are; Financial, Customer, Internal process, and Learning and Growth (Kaplan & Norton, 1996) . 5 Some might argue that measures alone yet can be used for control purposes, especially in cases where outcomes of measures are used in comparisons with measures that reflect historical outcomes or in comparisons with performances of other organizations (i.e. Benchmarking). However, under these circumstance becomes the reference point objectives -even if they originally were measures. perceptions and interpretations of how the models can be applied (Ax & Bjørnenak, 2007, p. 367f) . This could lead to deviations between the descriptions and guidelines found in literature for a specific model and how the model is actually applied, which in turn could be a serious validation problem for scholars studying these models. For example, an organization can have formally adopted a Results-and Determinants framework, but the model that is actually being applied is more in accordance with how the Performance Pyramid is described in the literature. Which model is then valid? The consequence of this ambiguity could be that the "wrong" model is being studied, for example when effects from, or expectations from, a specific model are searched for. Therefore, it is more appropriate to define the model by making generic conceptualizations in terms of specific design characteristics that differentiate the model from other models or in terms of how the model is actually being applied in practice. In this paper, the former way to define the model is used.
Research Method
A case study approach was chosen to study expectations from administrative reforms and it was the study's exploratory nature that led to this choice. Due to the research focus, it was important to find a case that concerned an administrative reform with a NPM technique and the attempt to implement the Balanced Scorecard in the political council and administrative agency was considered suitable. The study was designed as a single embedded case study (Yin, 1994, p. 39 ) with multiple units of analysis which were the three groups of actors; politicians, administrators and operative employees.
The political council and administrative agency were selected as research site for two reasons. First, the political council and the administrative agency had recently begun to implement the Balanced Scorecard and since the aim of this study was to explore expectations from the new administrative reform, the intention was to find a research site where possible effects from the reform was not yet apparent. Second, it was considered important to find a research site whose actors have the ambition to carry out the new reform. According to a process coordinator from the municipality's central administrative agency, the members of the management team of the administrative agency had taken the mission to implement the model seriously, which was far from what some of the other political councils and administrative agencies in the municipality had done.
The empirical data were collected by conducting in-depth interviews with 13 actors from the municipality. The selection of actors was based on role, function or hierarchical position in the organizations, but also on recommendation from participating actors. The ambition was to involve actors from all hierarchical levels of the organization that was directly or indirectly involved in the implementation of the model and that had sufficient knowledge about the reform. Of the actors, two worked at the municipality's central administrative agency and the others were politicians and employees from the political council and administrative agency that was selected as research site. The two actors from the central administrative agency worked as the municipality's chief financial officer and as process coordinator with the responsibility to develop the model and to secure the implementation. Of the politicians, one served as the chairman of the council and the other one was a part-time politician. They represented two political parties, and the chairman's party that had the political majority in the municipality. Of the five administrators, four had leading positions in the administrative agency. One worked as director for the administrative agency, one as chief financial officer and two worked as managers for the two largest operational departments in the administrative agency. The fifth administrator worked as a part-time process coordinator, responsible for supporting the implementation of the model in work sites of the administrative agency. The operative employees were represented by two supervisors that were responsible for one work site each, and the other two were subordinates to the supervisors and worked as practical nurses.
Most of the interviews were carried out in May and June 2004, but some initial interviews were also carried out in May 2003. Approximately 40 hours were spent on interviewing and a typical interview lasted between 2 and 3 hours. However, not all of the empirical data that was collected through the interviews are used in this paper. Some of the findings have been reported earlier (Nilsson, 2005) and some data will be reported later. During the interviews, a semi-structured guide was used that contained a few pre-determined themes (c.f. Denzin & Lincoln, 2000, p. 781) , primarily related to expectations from the new reform. The questions in the interview guide were mainly derived from literature, but some questions were designed also as open questions. All interviews were tape-recorded.
The next step was to transcribe all interviews and then carefully read trough the texts and mark everything that was interpreted to be related to expectations from the reform. This resulted in the identification of some recurring themes that finally was narrowed down to five distinctive themes of expectations from the new reform. After this was completed, a new literature review was carried out in order to conceptualise the five themes. The conceptualized themes were then used to reinterpret and reanalyse each theme one more time. After this was completed, it was possible to draw conclusions from the study.
The abovementioned procedure has elements of both induction and deduction by the way empirical data and theory were used cross-sectional. Some theories were used ex ante to guide the collection of the empirical data and to make initial analysis and interpretations of the data, while some theory were used ex post to reanalyze and reinterpret the empirical data. The study is. The intention of the study is not generate generalizations, but rather increase our understanding of expectations from administrative reforms in the public sector and to start building theory that can be developed further by more research in this field.
Empirical study
Case setting
At the time of the study, the political council consisted of 15 regular members and of these, only the council's chairman received full-time remuneration. In short, the political mission of the council's is to ensure that the inhabitants of the municipality receive nursing and social care. From the political mission, the council had formulated a vision and a mission statement that the administrative agency should carry out and fulfill. The administrative agency, which is one of the largest administrative agencies in the municipality, employed at the time of the study 4.900 persons (2.900 full-time employees). The year before the study took part, the administrative agency had revenues of 1.2 billion Swedish crowns and a financial budget deficit of nearly -60 million Swedish crowns. Sickness absenteeism within the administrative agency was very high during this year with an average of nearly 52 days per employee. The formal organization of the administrative agency was divided into three staffing functions and four operational departments that had authority over nearly 100 work sites. At the top of the administrative agency was the director, who headed the administrative agency along with a management team of leading administrators.
Earlier management control system and organizational culture
Historically, the administrative agency has applied a traditional budget system with elements of both rule based control and management by objectives (MBO). The ruled based control was regarded by many administrators and operative employees as obsolete and in some cases also inappropriate. The control focus was mainly aimed at discovering deviations from the predefined rules and this created a culture of "the boss is always right". At the same time, many operative employees perceived that they could do whatever they wanted to do -as long as it was not discovered by "the boss". The way the MBO system was applied was not appreciated either, since all objectives were decided by the administrators without any dialogues with the operative parts of the organization. Taken together, earlier management control in the administrative agency control was perceived as vague, top-down and informal.
Further, the politicians were also dissatisfied with earlier management control, mostly because it was the administrators who designed and evaluated all objectives. The politicians perceived that they had only limited chances to influence the administrative agency and if any complaints were made by citizens, the administrators blamed it on the politicians. The information received from the administrators to use for political decisions was considered as inadequate and "everything was like a black box", according to the chairman of the political council. The politicians perceived that it was the administrators, not the politicians that had the real power over the administrative agency with earlier management control.
In the mid-1990s, an attempt to reform the entire municipality organization was made by implementing a new quality control system. The reform became a failure, mostly because the system was considered too complicated, but also because the system was developed for industrial businesses rather than for municipalities. One operative employee who participate in this study was involved in the reform during this time and describe the attempt as "…a total disaster". The chairman of the political council would not want to describe the reform as a disaster, since it prepared the political council and the administrative agency for the problematic nature of reforming the organization in the future.
The new administrative reform
In the spring of 2001, the central political council of the municipality took the decision to once again try to reform the entire municipality organization. This time, the reform concerned the implementation of a control model that was labeled; "Balanced Control". This model is developed by the Swedish Association of Local Authorities 6 in corporation with a Swedish consultancy firm (i.e. Sande Konsult AB). The initiative of the reform came from a few leading administrators from the central municipal administration who had some experiences from applying the model in other public organizations. The aim of the reform was to improve the management control systems in the organization and to establish conditions for better planning and evaluations of operations. It was also considered necessary to find a management control model that could complement the municipality's traditional budget system with a systematic quality system and a system to develop the dialogues with the citizens.
The new control model was introduced in the administrative agency in the late 2001 when two work sites begun to apply the model. The following year, politicians and administrators from leading positions in the administrative agency met for several days to design the political council's first "balanced" objectives and measures. The objectives and measures were derived from the vision and mission statement that was formulated. During this session, it was also decided that every staff function, operation department and work site within the administrative agency should use the five perspectives: Financial, Customer/Client/Citizen, Procedures, Employees, and Development. Further, it was decided that some of the objectives designed for the political council must also be used as objectives in every function, department and work site throughout the administrative agency. One of these objectives was "90 percent satisfied clients", which means that the objective was to get 90 percent of all clients in the administrative agency satisfied with the services provided.
After the political council had designed its objectives and measures, the implementation of the model continued in the administrative agency. One important aspect of the implementation process was that superiors and subordinates on every hierarchical level should work together with the design of objectives and measure. An external consultancy firm was hired to develop a model for the implementation at the work sites and four part-time process coordinators from the administrative agency supported the implementation process. A typical implementation process at a work site used to begin with the design of objectives and measures related to the perspective "Customer/Client/Citizen". The reason for this was that the administrators wanted to clearly emphasize to the employees that the clients are most important. The design of objectives and measures related to the financial perspective were handled last, primarily because many employees tended to lose their enthusiasm for the new model when the severe financial situation of administrative agency came up. Another issue that usually caused some protests among the operative employees was the requirement that the political council's objective of "90 percent satisfied clients" must be used as an objective in every work site. Instead, many employees thought that the objective should be "100 percent satisfied clients".
According to the chairman of the political council, the cost of implementing the model in the administrative agency was estimated to 5.5 million Swedish Crowns and no additional resources were given from the central administrative agency to carry out the reform. Yet, the politicians and the administrators perceived that the implementation of the model had proceeded better than they had expected. However, the operative employees were not that exited. One of the supervisors claimed that; "We've been doing this for ages without calling it Balanced Control", and expressed worries that the new administrative reform will fail: "I'm afraid this will end up like all the other changes here in the municipality -that it will end up in…nothing". At the time of this study, all administrative functions and operational departments, and more than half of the near 100 work sites of the administrative agency had implemented "Balanced Control".
Expectations from the new administrative reform
The new administrative reform has created many expectations among the politicians, the administrators and the operative employees. Five themes of expectations from the administrative reform have been identified. These are presented next and summarized in table 1 at the end of the section.
Participation
In organizations, participation or participative management refers to different forms of employee involvement (Bainbridge, 1996, p. 675) , which can range from the mere presentation of an opinion where the locus of final authority rest elsewhere, to membership in the group which exercise final authority over an issue (Alutto & Belasco, 1972) . The idea to involve employees in the design of organizational arrangement that affect the employees has its origin in the famous Hawthorne studies which gave rise to the Human Relations movement (Macintosh, 1985, p. 10) . The expected benefit from making employees more participative is increased job satisfaction which in turn is supposed to lead to improved productivity (Ives & Olson, 1984) .
The single most expressed expectation from the administrative reform was more participation throughout the organization and this was in turn expected to lead to many positive outcomes. The politicians had high expectation that the new reform will make all politicians participative in the design of objectives for the political council. By this, they anticipated that the politicians will feel that it is "their objectives", and not the administrator's objectives that matters. The chairman of the council also hoped that participation in the design of objectives will unite all politicians in the council, irrespective of political ideology. Some top administrators were expected to participate when the politicians design the political council's objectives, but the administrators' role during this process will be to assist the politicians and provide administrative support -not to design the objectives. The politicians also expected that managers and supervisors from the administrative agency will involve their subordinates when they design objectives for their units.
Some of the administrators expected that they will participate when objectives are designed by the politicians and the degree of participation was expected to be decided by the administrators and not by the politicians; "The management team will be involved [in the design of objectives] and we will decide how active or passive we will be" [Emphasis added]. The administrators also had high expectations that all design processes of objectives on every hierarchical level in the agency will be based on dialogues and participation and that is the objectives that the political council has decided to be compulsory. These objectives are "nonnegotiable", according to the administrators. With more participation, the administrators expected increased motivation and commitment among the operative employees, since the employees were expected to feel that; "…they are involved in the management of operations". In turn, this was expected to increase the performances; "If you have some freedom and good signals from management, it's easier to be self-sustaining and perform better", according to the director of the administrative agency. However, the managers from the two departments asserted that the objectives at the work sites must be well thought out; "…otherwise, the objectives won't be used".
The operative employees had also expectations of more participation from the reform, most since; "it's in print that we should be involved". However, the participation of the operative employees was anticipated to be limited since many objectives were expected to be decided from above. A supervisor expressed her thought about this; "Actually, it's about participation in planning and evaluation, but not in designing objectives", and one of the practical nurses felt that; "We will be involved in decision, even though we're actually aren't involved". Some of the operative employees were also suspicious that the "real" purpose with the new administrative reform was to; "Getting on paper what everyone does so they [ The idea behind making organizational members more participative is to increase job satisfaction that in the end will result in improved productivity (Ives & Olson, 1984) . However, it is only the administrators that express these expectations of the new reform. On the other hand, the expectations of the administrators appear to be a limited form of participation. The participation and involvement of the operative employees in the design of objectives are expected to be high, while at the same time restricted by the way the administrators have the final decision to approve or reject objectives and by the "nonnegotiable" and compulsory objectives that the politicians have decided. The operative employees have also expectations that the reform will not make them fully participative. They anticipate that they cannot completely influence their "own" objectives and they seem to perceive that the rhetoric of empowerment used with the reform, actually is a veiled way to exercise power in order to cut down the work force. This indicates that the administrators and operative employees expect that the new reform will lead to a form of pseudo empowerment (c.f. Macintosh, 1994 , p. 246ff) instead of "real" empowerment. Further, the expectation of the politicians that more participation will make them more independent of the administrators when they design objectives and the administrators' anticipation that they decide their degree of participation during these sessions indicates an ongoing power struggle between politicians and administrators.
Effectiveness
No single definition of effectiveness has become widely accepted (Cameron, 1981) , but effectiveness is in general associated with "doing the right things". In organizations, effectiveness refers to the accomplishment of official goals that has either been defined internally or externally by a community or a society (Coulter, 1979; Grusky, 1963) . High effectiveness means that the goals have been reached to a satisfactory level and low effectiveness means the opposite. However, effectiveness cannot easily be pinpointed, counted, or objectively specified since effectiveness is a construct that can not be observed directly (Cameron, 1981) and the goals are by nature value-based judgement about the performance of organizations and the criteria for that judgement are whatever various coalitions judge it to be (Quinn & Rohrbaugh, 1981) .
The politicians had high expectations that the new administrative reform will change focus in the organizations. They perceived that the operative employees were putting to much focus on financial issues and the expectations of the politicians were that the new administrative reform will shift focus instead to the clients. The chairman of the council asserted that "the customer, or the client, is very important to us", and he hoped that the new control model would promote this belief to the operative employees. It was foremost the design characteristics of the control model with specific objectives for the clients that gave rise to this hope: "Financial control alone is not enough. It is almost like shooting with a shotgun. By designing objectives for the clients, they also become important". The politician in opposition had also this expectation of the control model and declared that as politicians, it is important to focus on the clients: "It is not particularly smart being politicians and saying that we're going to be less nice to the clients. That usually doesn't go well. As long as we have free elections in this country, the objectives [for the clients] will be set high".
The administrators also perceived that the operative employees had put to much focus on financial issues and the administrators had high expectations that the operative employees will treat the clients better as a result from the reform. This was expected to be realized by designing and evaluating objectives related to the clients, which in turn were expected to spread the message "we are here for the clients" throughout the administrative agency. It was this message that the administrators most of all would like to get out from the reform.
The operative employees expressed no expectations that the new reforms will lead to any changes concerning priorities or how they treat the clients. According to them, the clients have always been prioritized and will always be, regardless of control model or administrative reform. One of the supervisors asserted that; "I can't see anything being more or less important compared with before", and one of the practical nurses said; "To make the clients satisfied has always been the objective here". According to the operative employees, it was the financial situation for the administrative agency together with the politicians and administrators decisions and actions that had prevented them to satisfy the clients as much as they had wished to do. The reform was not expected to change the situation and one of the practical nurses expressed worries about the future; "We want to do so much and give more to our clients but it will never work-we're fully aware of that, but we really wish it would".
It seems clear that the politicians, the administrators and the operative employees have a shared view of what goal the administrative agency should prioritize and accomplish before anything else -to treat the clients well. However, the politicians and the administrators appear to believe that the operative employees prefer to prioritize financial issues instead of the clients, which seems to be incorrect. The politicians and the administrators hope that the new administrative reform will lead to positive changes in terms of improved effectiveness, but this is not what the operative employee expects from the reform. They would like to prioritize the clients more, but they feel prevented to do this by the poor finances of the administrative agency and the politicians and the administrators. Therefore, the operative employees expect no changes in terms of improved effectiveness from the reform. Instead, they will treat the clients the same as they always have and "doing the right things".
Accountability
Accountability in its broadest sense refers to the giving and demanding of reasons for conduct (Roberts and Scapens, 1985) . Accounts is a central feature of human life (Olson et al, 2001 ) and a social phenomenon that in its hierarchical form emerges in situations with asymmetrical power relations where an actor feel obligations or is demanded to explain and to justify his or her conduct to someone significant other (i.e. a person, an agency or the general public) (Bovens, 2005, p. 184; Roberts, 1991) . Accountability is an elusive concept (Sinclair, 1995) and should not be confused with responsibility. Accountability refers to presentations of action either in the future (ex ante accounts) or action in the past (ex post accounts), while responsibility is action carried out in the present (Olson et al, 2001) . Therefore, accounts about actions will always be given before or after the act to which the accounts refers to.
All three groups of actors expected that the new administrative reform will lead to more accountability in the organization, but with some differences. The politicians hoped that the reform will help them to exercise more and better control over the actions taken by the administrators. The politician in opposition anticipated that; "[With the new control model] you can't hide inconvenient things in 40 closely written pages anymore; you have to put them on the table". He also asserted that; "It's not a wild guess that many part-time politicians don't have the ability, or the interest, to read financial texts and numbers…", and "…it will be more difficult to start a controversy with us [the politicians] when we have this control model". The politicians also hoped that the new reform will change accountability in the operative parts of the administrative agency. More frequent and exhaustive evaluations and analysis of actions were expected, and this in turn was anticipated to lead to a more accountable administrative agency.
The administrators also expected that the new reform will make them more accountable to the politicians. On of the administrators asserted that; "We will be forced to lay everything on the table for the politicians". The administrators also had hopes that the new reform will make operative employees more accountable for their actions. The administrators used expressions like; "coerce", "push down [accountability]", and "press out [accountability]" when they described how the operative employees were expected to be more accountable. One issue of special interest for the administrators' was the accountability concerning how the operative treat the clients. The chief financial officer for the administrative agency claimed that; "It's very important that you feel accountable farthest out in the organization… that we are here for the clients".
The operative employees had some expectations that they will be more accountable with the new reform, but they seemed to be unsure in what way. One of the practical nurses expressed her thoughts about more accountability; "I guess that there will be more pressure on us", and one of the supervisors felt that "something must happen, but I'm not sure of what". The operative employees were expecting that the new reform will make that the objectives will be tougher to achieve and they expected more evaluations of the reform. The operative employees also expected that the administrators will make them more accountable for how they treat the clients; something they believed that they always had been.
The expectations of more accountability from the administrative reform are highest among the politicians and the administrators. The expectations of the politicians of more accountable administrators indicate that they expect that the new reform will give them more power at the expense of the administrators. The reform is expected to make it harder for the administrators to withhold information to the politicians. The operative employees have expectations that the objectives will be hard to reach, but they expect only minor changes in terms of accountability with the new reform; they have always felt accountable for their action, especially for how they treat the clients.
Legitimacy
Today, organizations do not just compete for resources and customers; they also compete for political power and legitimacy (DiMaggio & Powell, 1983) . According to Suchman (1995, p. 574) , organizational legitimacy refers to "a generalized perception or assumption that the actions of an entity [e.g. an organization] are desirable, proper, or appropriate within some socially constructed system of norms, values, beliefs, and definitions".
It was only the administrators that had expectations that the new administrative reform will increase the legitimacy of the administrative agency. They hoped that it will come to the public attention that the administrative agency has a new control model and this in turn was expected to communicate that the administrative agency is; "A well-run and well managed organization". The two administrators from the central administrative agency also hoped that the new reform will make the municipality a more attractive place to work in and an organization to look up to; "If we in the public sector can suddenly be a precursor in the society. That would give us more respect and then...WOW...we have something that makes us interesting to others".
The administrators' hope that it will come to the public attention that the administrative agency has a new control model indicates that they believe that it is difficult to legitimize the organizations. Some of the administrators appear to have the perception that others regard the public sector as a tedious and traditional place to work in, and that the new administrative reform is expected to change this picture. This indicates that it is the administrative reform per se and not the effects of applying the control model that has created this hope. A prerequisite for the realization of the administrators' hope is that the reform actually is communicated to the rest of the society, which is also a part of creating legitimacy from a new reform.
Administration
The aim of many NPM reforms is to improve efficiency and effectiveness. However, these reforms also tend to generate more administration (Barry et al, 2003) and this problem have been observed by Olson et al (2001) who denominates it as the public sectors' "evaluatory trap". This phenomenon occurs when public organizations invest in new accounting and control-based techniques in pursuit to become more efficient and effective, but end up with more targets, more measures, more monitoring and more evaluations that have increased the total cost per service unit by increasing the indirect costs. This is often solved by cutting the direct costs and/or by further investments in new techniques -which will increase the indirect costs further and the spiral continuous to spin. In the end, this problem will lead to fewer and fewer public services to higher and higher costs per unit.
A few of the administrators and one of the operative employees expressed expectations that the new administrative reform can lead to more administration. The process coordinator for the administrative agency perceived that there is a risk that the new reform can lead to more administration, but she also expressed worries that the operative employees will prioritize to work with the clients instead of revising objectives and measures since; "they [the operative employees] aren't used to working in this [new] way". However, the operative employees have to work with revisions when necessary. "They have no choice" according to a manager for one of the departments. One of the practical nurses expressed her thoughts regarding the administration of the new control model; "It could be good [the new control model], but it will also take time from us". She was worried that the new reform will consume time that she would rather use on the clients. The rest of the operative employees expressed no worries about more administration. They anticipated that most will be the same as it was before the new administrative reform was introduced.
More administration appears to be an expected disadvantage with the reform and necessary revisions of objectives and measures seems to be an activity that could be questioned and omitted by the operative employees. The practical nurse's worries that the administration of the control model (i.e. indirect costs) might consume time from the clients (direct costs), are in line with Olson et als' (2001) warning of the "evaluatory trap". The reform could therefore lead to fewer services at higher cost per service unit. However, it is also important to revise objectives and measures. Otherwise, there is a risk that this administrative reform will be a product of drawing boards that slowly fade away. 
Effectiveness
• By designing specific objectives for the clients, more focus will be on the clients instead of financial issues in the operative parts of the organization
• By designing and evaluating objectives related to the clients, the operative employees will treat the clients better
• No changes of priorities -the clients will be prioritized and treated well
Accountability
• The administrators and the operative employees will be more accountable to the politicians
• The administrators will be more accountable to the politicians and the operative employees will be more accountable for how they treat the clients
• The operative employees will be somehow more accountable for how they treat the clients
Legitimacy
• No expectations expressed
• The organization will be conceived as professional managed and interesting
Administration • No expectations expressed
• Some risk of more administration
• A risk that time will be taken from the clients
Conclusions and discussion
This case study explores what politicians, administrators and operative employees' expect from a new administrative reform that is carried out in a public sector organization. The reform concerns an attempt to implement the Balanced Scorecard in a political council and an administrative agency in a Swedish municipality. Through the analysis and interpretation of empirical data, five distinctive themes of expectations from the reform are identified; participation, effectiveness, accountability, legitimacy and administration.
The findings shows that the expectations of significant changes from the administrative reform are highest among the politicians, moderate among the administrators and lowest among the operative employees. The politicians expect that the new administrative reform will lead to more accountability, higher effectiveness and more participation in the organization. An explanation to the relatively high expectations of the politicians is that most of the anticipated changes will favour them. More participation in the design of objectives for the political council together with more accountable administrators will give the politicians more influence and power over the administrative agency, compared with earlier management control that foremost favoured the administrators. Further, improved organizational effectiveness in terms of more focus on the clients is important for the politicians in order to win sympathies from the voters. The administrators also expect that the new administrative reform will lead to higher effectiveness, more accountability and more participation in the organization, but their expectations is not as high as the expectations of the politicians. An explanation to the difference can be that the administrators expect that some aspects of the reform will favour them, while other aspects will not. The administrators have high hopes that the new administrative reform will increase the legitimacy of the organization, which seem to be important for them and an expected advantageous. The administrators also anticipate that they will lose some influence and power over the administrative agency by the new reform and this is probably an expected disadvantage with the reform. The operative employees expect that the new administrative reform will lead to only minor changes in the organization, but most is expected to remain unchanged. An explanation to their low expectations can be that the operative employees have lost their faith of reforms due to the administrative agency's history of earlier reform failures. The operative employees are also suspicious that this particular reform is a disguised way to cut down the work force. If this is true, the reform would certainly disfavour the operative employees. Interesting enough, considering the large budget deficit of the administrative agency, improved efficiency was not what politicians, administrators or operative employees expected from the new administrative reform. Another finding is that some of the expectations expressed concern expectations of the new administrative reform (i.e. expectations of changes, or not changes, from applying the Balanced Scorecard), while other expressions are expectations on the new administrative reform (i.e. expectation on the reform per se, rather than changes, or not changes, from applying the Balanced Scorecard). Expectations of the reform concern all expectations from the politicians, the operative employees and most of the expectation from the administrators, while expectations on the reform concern the administrators' hope of increased legitimacy for the organization by carry out the new administrative reform.
Based on the abovementioned, one conclusions of the study is that the politicians, the administrators and the operative employees that participate in the study have different expectations from the administrative reform. The differences in expectations can be explained by anticipations of how the reform will favour or disfavour the actors, which in turn seems to be influenced by their past experiences of management control and administrative reforms. Another conclusion is that most of the expectations expressed concern expectation of the new administrative reform, but some expectations also concern expectations on the new administrative reform.
This exploratory study of expectations from administrative reforms reveals more than just expectations. One observation is that it seems clear that the politicians and the administrators do not share the same reality as the operative employees. The former seems to believe that the operative employees prefer to prioritize financial issues rather than making the clients satisfied, which based on the findings in this study, must be a misconception. The expectations of the operative employees clearly indicate that they would like to prioritize the clients more, but they feel restricted by the decisions and actions of the politicians and the administrators. This indicates that the organization in reality has high goal congruence, but not in the perceptions of the actors from the political council and the administrative agency.
Considering the large budget deficit, this state can lead to further financial problems for the administrative agency, especially if the new reform is used as expected by the politicians and the administrators; to promote more focus on the clients and less focus on financial issues to the operative employees. Therefore, there is a risk that the new administrative reform can create a reversed goal congruence problem by generating a large unbalance between financial efforts and client-related efforts in the operative parts of the administrative agency. There is also a paradox hiding behind the expectation of the administrators related to the clients. They express hopes that the new reform will make it clear to the operative employees that they should prioritize the clients, but they also express worries that the operative employees will prioritize the clients before making necessary revisions of objectives and measures. Does this mean that the reform in reality is more important than the clients for the administrators, or is it just an indication of organizational hypocrisy where talk, decisions and actions are separated from each other (c.f. Brunsson, 1989b) ?
A study of expectations can also be used to predict future events. Based on the findings in this study and earlier research on information systems (i.e Ginzberg, 1981; Szanja & Scamell, 1993) , this particular reform has a risk to fail for at least two reasons. First, since the operative employees have low expectations of changes from the reform and low expectations of the usefulness of the control model, there is a risk that they will not apply the model in such extent that future performance effects become possible from the model. Secondly, there is a risk that the somehow unrealistic high expectations of the politicians on the control model can lead to an expectation failure (Lyytinen, 1988) which occurs when there is a gap between expectations expressed in ideals and the actual performance of a system. Only the future can tell if this prophecy will be realized.
Finally, this study has shown that the expectations from an administrative reform in a public organization are different for politicians, administrators and operative employees. The reform seems to have created images of the future in the minds of the actors and these images appear to be more or less influenced by their past experiences and future anticipations. The actors seem to selectively mix parts of the history with parts of the reform while they create their expectations. This implies that there can be a duality between expectations and administrative reforms, which in such case, mean that we should not see administrative reforms just as phenomenon that creates expectations, but also as phenomenon that is created by expectations. However, this duality must be explored more before such conclusions can be drawn. Future research can also be directed to further exploring if some of findings in this study are valid in other context or for other administrative reforms. For example, are the differences in expectations between politicians, administrators and operative employees found in this study similar in other public organization settings or for other administrative reforms? Future research can also explore how pre-implementation expectations from administrative reforms in public sector organizations affect post-implementations perceptions and success or failures of reforms.
